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ABSTRACT 
Human Resource Management(HRM) initiatives have become more and more 
popular in the business world and the public sector. HRM can be broadly defined as a 
strategic approach to the development of a mutually reinforcing range of personnel 
policies and processes. Some of the HRM literature have discussed a list of common 
features/principles which should be applied in an organisation which promotes HRM. 
There are also certain factors e.g. business strategies, organisational structure and 
culture which tend to provide a more conducive environment for the application of 
these HRM principles. Some empirical studies have, however, shown that most 
companies apply only some (not all) of the HRM principles. Our study on the HRM 
reform in the Hong Kong Government also confirms that this is the case. One of the 
possible reasons behind this is that not every organisation possesses the necessary 
conducive factors to implement all the HRM principles. However, in the absence of 
some of these conducive factors, organisations can still adopt HRM using an 
incremental approach, and obtain added value through introducing different parts of 
the HRM processes. Afterall, HRM is an never-ending process concerning people 
management in an organisation. What is most important to make HRM a success is a 
continuing programme of communication, education and training to help people 
accept the reason for changeand to manage it effectively as it happens. 
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The concept of human resource management (HRM) has become increasingly 
popular in late 1980s and early 1990s. HRM can be defined as 
“ That part of the management process that specialises in the 
management of people in work organisations. HRM emphasises that 
employees are the primary resource for gaining sustainable competitive 
advantage, that human resource activities need to be integrated with the 
corporate strategy, and that human resource specialists help 
organisational controllers to meet both efficiency and equity 
objectives." (John Bretton and Jeffrey Gold) 
HRM is not only popular in the business sector but also in the public sector. The 
governments in the U.S., U.K., Australia, New Zealand and Hong Kong are actively 
adopting the principles of HRM even though the effectiveness and success of such 
initiatives vary from one to another. 
In this project, we will discuss a framework for HRM covering the reasons 
why HRM becomes popular in the business sector, the ways HRM is different from 
the traditional "personnel administration", the major principles of HRM, and the 
factors which are conducive to the development ofHRM. 
In the second part of the project, we will use the Hong Kong Government as a 
case study to examine the application of HRM in practice. The HRM reform in the 
Hong Kong Government is part of the overall public sector reform which began in the 
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eighties and gathered momentum in early 1990s. The HRM reform in the Hong Kong 
Government has started only for a few years and is still very much in its formative 
stage. The purpose of the case study is to see how far the HRM features described in 
the first part has been applied in the government and to what extent the existence or 
non-existence of conducive factors discussed in the first part has affected its 
development of HRM in the Government. For example, because of the organisational 
nature and culture, it is not easy at all to implement some of the important HRM 
principles in the Government such as decentralisation of management, performance-
related pay etc. Finally, we will conclude our study by summing up the characteristics 
in the implementation of HRM, and by suggesting some pointers for the future 




This project is mainly conducted through literature review and a case study -
(a) Literature Review 
I have researched into the main reference books which cover the 
principles and current issues on HRM. Based on this research, I 
have developed a framework of HRM which analyses the 
reasons behind the growth of HRM and the similarities and 
,‘� differences between HRM and the traditional personnel 
administration. I will discuss in detail the HRM features as 
described by Michael Armstrong. From these features, we will 
infer the factors which are conducive to the development of 
HRM in an organisation. I will also make reference to a series of 
empirical studies conducted by Armstrong. 
(b) Case Study 
I have chosen the Hong Kong Government as a case study to 
examine the application of HRM in practice and how important 
the conducive factors recognised in the framework developed 
above are in achieving the aims of the HRM reform. The reasons 
why I choose the Hong Kong Government are two-fold. First, I 
am now working in the Hong Kong Government and I am aware 
o f a lot of comments made about of the implementation of HRM 
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in the Government. I think it will be more meaningful to discuss 
all these in a proper framework. Second, very little research has 
been done to discuss whether and how the organisational 
characteristics of the government favour or hinder the 
development of HRM. This project represents an attempt in this 
area. This case study is done by researching into almost all 
government publications in relation to its initiatives in public 
sector reform, particularly the implementation of HRM. Besides, 
in order to obtain personal feedback and opinions of civil 
servants who are actually involved in the implementation of 
HRM , I have conducted interviews with -
• two officials in the Civil Service Branch which determines 
and communicates overall HRM policies and advises 
government departments on the implementation of these 
policies; 
• two directorate staff in the Education Department which is 
one of the first government departments to implement HRM 
policy and develop the HRM plans to meet their own needs; 
and 
• one middle management staff member in the Education 
Department who has personal responsibility for putting 
HRM policy into practice. 
p. 10 
The interviews were conducted in March 1997. In order to allow the 
interviewees to provide honest feedback, I have promised to keep them anonymous. A 
list of standard questions I used in the interviews is at Annex 1. 
p. 11 
CHAPTER III 
FRAMEWORK FOR HUMAN RESOURCE MANAGEMENT 
Differences between HRM and Personnel Administration 
Human Resource Management is not an entirely new area of study. It very 
much evolves from the traditional discipline of Personnel Administration. Therefore, 
before we look into the details ofHRM, it would be a good starting point to see how it 
differs from the traditional discipline of personnel administration. 
The leading advocates of HRM, who are typically behavioural scientists in the 
USA, see it essentially as an organisation-wide ‘philosophy’ which is much broader, 
more orientated to the longer run and less problem-centred than personnel 
administration. To such individuals, HRM is simply the latest stage of development in 
a line of management research and practice which began with the human relations 
movement of the 1940s and 1950s. 
A number of rather more specific differences between human resource 
management and personnel administration are mentioned in the US literature. Those 
most frequently mentioned include the following-
(a) the early practice of employment forecasting and succession 
planning has broadened into a concern with establishing a more 
explicit (two-way) linkage between human resource planning and 
the larger organisational strategy and business planning of the 
organisation; 
p. 12 
(b) the traditional, central concem of the personnel function (in a 
unionised organisation) with negotiating and administering a 
collective agreement has expanded into wider notion of 
'workforce governance' in which non-collective bargaining 
mechanisms (e.g. quality circles) are important in permitting 
employee involvement and participation in work-related 
decisions; 
(c) the traditional concern with the job satisfaction of individual 
employees initially led to an interest in the broader notion of 
‘organisational climate，which has further evolved into a focus 
on the notion of 'organisational culture'; 
(d) the idea of selection, training, performance appraisal and 
compensation decisions being heavily centred on the role of 
individual employees (with their detailed individual job 
description) has given way to the belief that effective team or 
group working is the route through which effective performance 
is achieved ;and 
(e) the relatively narrow focus of training on the teaching and 
learning of individual job skills has been broadened into a 
concern with developing (via both training and non-training 
means) the full, longer-term potential of individual employees.‘ 
1 Thomas A Mahoney and John R Deckop, "Evolution of Concept and Practice in Personnel 
Administration/Human Resource Management', Joumal ofManagement, 12(2), 1986 pp.229-34 
p. 13 
Mr David E Guest has made an interesting comparison of the stereotypes of 
personnel management and human resource management. A table showing the 
stereotypes ofpersonnel management and human resource management is at Annex 2. 
Reasons behind the rise of HRM 
It is true that HRM has developed from personnel management but has 
distinguished itself from the latter in terms of the philosophy and approach in 
managing human resources. One would ask why there was such a development. Why 
did human resource management become popular in the 1980s? The answer to this 
question typically makes reference to the following influences^: 
• the increasingly competitive, integrated characteristics of the 
product market environment; 
• the 'positive lessons' of the Japanese system and the high 
performance of individual companies which accord human 
resource management a relatively high priority; 
• the declining levels of workforce unionisation, particularly 
in the US private sector; 
• the relative growth of the service, white collar sector of 
employment; and 
• the relatively limited power and status of the personnel 
management function in individual organisations due to its 
2 Beaumont P.B. Human Resource Management: Key Concepts and Skills, Sage Publications 1993, 
PP. 11 
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inability to demonstrate a distinctive, positive contribution 
ceteris paribus, to individual organisational performance. 
In short, HRM is viewed as a change or development driven by fundamental 
environmental changes (particularly in product market conditions) to which the 
traditional concerns, orientations and ‘power，of the personnel management function 
could not adequately respond. 
Principles of HRM 
HRM is a philosophy which places emphasis on the development of human 
resources to achieve the aims of the organisation. It does not stipulate specific 
measures. The approach and format of HRM initiatives can vary from one company to 
another depending on the political, economic environment and national culture they 
are operating under. However, generally speaking, there are a number of features 
which can be said to characterise an HRM approach and they are described as 
follows�-
Feature 1: HRM is a top-management driven activity 
HRM is management and business oriented. It is an approach 
to managing people which is governed by top management's aims for 
competitive advantage, added value from the full utilisation of 
resources and, ultimately, improved bottom-line performance. Top 
management sets the direction and requires everyone to be fully 
committed to the pursuit of organisational goals. 
3 Armstrong, Michael, Human Resource Management: Strategy and Action, Kogan Page Ltd 1992 
pp.23-26 
p. 15 
Feature 2 : The performance and delivery of HRM is a line 
management responsibility 
The performance and delivery of HRM is a management 
responsibility, shared among lines (operational) managers and those 
I responsible for running service or staff functions. HRM is vested in 
line management as business managers responsible for co-ordinating 
and directing all resources in the business unit in pursuit of bottom-
line results, a clear relationship is drawn between the achievement of 
these results and the line's appropriate and proactive use of the human 
resources in the business unit. 
HRM states that they do what they believe to be appropriate 
within the context of top management's HRM policy guidelines. These 
guidelines may, however, be developed with the advice of the 
personnel department, which may also be charged with the 
responsibility for monitoring (but not directing) their application. 
In many ways, this emphasis on the responsibility of top 
management and line managers for HRM as a process of managing a 
valued resource strategically is the most distinctive feature of human 
resource management. 
p. 16 
Feature 3 : It emphasises the need for the integration of business 
and personnel strategies 
Guest 4 has suggested that the distinctive feature of HRM is not 
just the capacity to think strategically, but also the ability to take a 
specific view of the strategic direction which should be pursued. He 
stresses the need for strategic integration or fit which refers to the 
ability of the organisation to integrate HRM issues into its strategic 
plans to ensure that the various aspects of HRM cohere, and for line 
managers to incorporate an HRM perspective into their decision 
making. 
The concept of strategic integration emphasises that: human 
resource policies are not passively integrated with business strategy, in 
the sense of flowing from it, but are an integral part of strategy in the 
sense that they underlie and facilitate the pursuit of a desired strategy. 
Feature 4 : It involves the adoption of a comprehensive and coherent 
approach to employment policies and practices 
Policy coherence is a vital ingredient in HRM. HRM aims to 
provide an internally coherent approach with mutually reinforcing 
initiatives which avoids the piecemeal implementation of unrelated 
personnel practices. It minimises the danger of treating personnel 
practices as isolated tasks. 
4 Guest, D E "Personnel and HRM: can you tell the difference?" Personnel Management，January 
1989 
p. 17 
Feature 5 : It attaches importance to strong cultures and values 
The importance attached to strong cultures and values is a 
central feature of HRM. Strong cultures and values are espoused in 
HRM because they create commitment and mutuality. 
HRM policies and practices in the fields of resourcing, training, 
development, performance management, reward, communications and 
participation can be used to express senior management's preferred 
organisational values, and can shape the culture of the organisation by 
providing various ‘levers，for change. By striving to make these 
policies and practices integrated and internally consistent, it is hoped 
that the HRJM aims of increasing commitment and mutuality will be 
achieved. 
Feature 6 : It places emphasis on the attitudinal and behavioural 
characteristics of employees 
A company adopting an HRM philosophy will aim to recruit 
and develop employees who will fit in well with the culture of the 
organisation and whose attitudes and behaviour will support the 
achievement of corporate objectives. This could be described as the 
'hearts and minds' approach or 'behavioural control', and the emphasis, 
again, is on using selection, training and communication processes to 
increase commitment. 
p. 18 
Feature 7 : Employee relations are unitarist, individual and based 
on high trust 
HRM values, as pointed out by Guest^ are 'unitarist to the 
extent that they assume no underlying and inevitable differences of 
interest between management and workers and individualistic in that 
they emphasise the individual-organisation linkage in preference to 
operating through group an representatives systems'. 
Some versions of HRM believe in the high level of trust 
between management and employees by policies which demonstrate 
respect for the individual by adopting open, participative and 
democratic styles of management, and by stressing that employees, as 
well as shareholders, customers and suppliers，are stakeholders in the 
organisation. 
Feature 8 : Organising principles are organic and decentralised with 
flexible roles and more emphasis on teamwork 
Organisation structures of HRM have to respond to the 
particular needs and features of the business within its changing 
environment. This has involved more decentralisation, so that 
operations are closer to the markets they serve. It has also involved 
giving managers more autonomy as well as more accountability for the 
results they achieve through the effective use of resources. Within 
organisations, roles in management teams and autonomous works 
5 Ibid. 
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group have become more flexible and relied on people applying a 
wider range of skills (multi-skilling). 
Feature 9 : Rewards are differentiated according to performance, 
competence or skills 
Under HRM, the reward system is used as a lever for change to 
develop a more performance-oriented culture and to encourage the 
acquisition of new skills. Rewards can be differentiated according to 
performance (performance-related pay) and competency or skill-based 
pay structures can be evolved. The reward system is operated more 
flexibly and is linked to a performance management scheme 
The above is a list of common features found in HRM literature. In reality, 
not every firm which carries out HRM will possess all these features but they may still 
achieve the aims and benefits of HRM. What then are the aims of HRM? 
Aims ofHRM 
The aims ofhuman resource management can be summarised as follows ^ -
• to enable management to achieve organisational objectives 
through its workforce; 
• to utilise people to their full capacity and potential; 
6 Armstrong, Michael, Human Resource Management: Strategy and Action, Kogan Page Ltd 1992 
pp.15-16 
p. 20 
• to foster commitment from individuals to the success of the 
company through a quality orientation in their performance 
and that of the whole organisation; 
• to integrate human resource policies with business plans and 
reinforce an appropriate culture or, as necessary, reshape an 
inappropriate one; 
• to develop a coherent set of personnel and employment 
policies which jointly reinforce the organisation's strategies 
for matching resources to business needs and improving 
performance; 
• to establish an environment in which the latent creativity 
and energy of employees will be unleashed; 
• to create conditions in which innovation, teamworking and 
total quality can flourish; 
• to encourage willingness to operate flexibility in the 
interests of the 'adaptive organisation' and the pursuit of 
excellence. 
Conducive Factors for Implementation of HRM 
Having gained an understanding of the features and aims of HRM, we will 
now look at the factors which are conducive to the implementation of HRM in an 
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organisation. These factors include business strategies, organisational structure, 
leadership style, organisational culture and change management. 
(a) Business strategies 
The business environment is one of the major determinants of a 
company's business strategies which in turn determine the work 
style and atmosphere of a company. For example, a company 
which is operating in a very competitive environment may have 
to adopt very aggressive and dynamic business strategies. The 
top management have to be very responsive to changes . The 
company is also more likely to adopt more flexible and result-
oriented working styles. This kind of companies are more likely 
to be receptive of HRM initiatives which they think can be well 
fit and integrated into their business strategies. On the other 
hand, if a company is a franchised one or operating in a 
monopolistic condition, their business strategy may become very 
conservative to the extent that their aim is to keep the existing 
market share or maintain status quo. They may be less able to 
appreciate the need for HRM reform and may find the traditional 
personnel practices serving them well. 
(b) Organisational Structure 
It'is not easy for an organisation with formal or bureaucratic 
structure to put the principles of HRM into practice. In this kind 
of structure, there is usually a very detailed division of labour 
with responsibilities clearly defined. Positions are organised in a 
p. 22 
tall hierarchy of structure. Powers and authority are very 
centralised. There are a lot formal rules and procedures. Working 
relationships are very informal to avoid involvement with 
personalities and personal preferences of its members in the 
decision making process. Stability of personnel is emphasised 
which implies that a mediocre manager who stays is always 
preferable to an outstanding manager who comes and goes. All 
these characteristics contradict and hinder the application of 
some of the major features of HRM we discussed above such as 
line management responsibility, integration of various 
employment policies and practices, flexibility, teamwork and 
performance related rewards. 
On the other hand, more organic type of organisations with fluid, 
responsive and adaptive structures will find HRM approach very 
useful. HRM approach is based on the premise that people 
should be given the scope and opportunity to use their skills and 
abilities to better effect. It also promotes teamwork which 
involves devolving responsibility to largely autonomous 
workgroups. It also emphasises networking and informality, and 
in some organisations, such emphasis has developed into a 
collegiate approach in which people share responsibility and are 
expected to work with their colleagues outside their primary 
function or skill. ^ 




In a lot of cases, transformational leaders are required to help 
development of HRM in an organisation. HRM involves 
changes which challenges the traditional and established ways of 
doing things which may in turn affect the organisational culture. 
In these circumstances, transformational leaders are necessary to 
show strong willingness to take risks and engage in 
unconventional actions to preach their stated goals. They should 
be able to articulate a vision together with a plan on how to attain 
it. They should also express high level of confidence, set 
performance standards and call for strong commitment of their 
followers to achieve these standards. These qualities are 
important to the successful implementation of HRM. 
(d) Organisational Culture and HRM 
Before we look at the relationship between HRM and 
organisational culture, let us define what we mean by 
organisational culture. The simplest way to think about the 
culture of any group or social unit is to think of it as the sum total 
of the collective or shared learning of that unit as it develops its 
capacity to survive in its external environment and to manage its 
own internal affairs. Culture is the solutions to external and � 
internal problems that have worked consistently for a group and 
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are, therefore, taught to new members as the correct way to 
perceive think about, and feel in relation to those problems 8. 
Discussions of the notion of organisational culture have played a 
very prominent role in the human resource management 
literature. In essence, it is argued that an organisation's external 
competitive strategy needs to be complemented and reinforced 
by an appropriate organisational culture which is itself shaped by 
and consistent with a coherent mix of human resource 
management policies? In fact, it is a two-way flow: 
organisational culture in turn affects how HRM is carried out in 
an organisation. 
So, what kind of company culture will favour the development of 
HRM? There are no specific culture which is ideal for the 
development of HRM. Different cultures may be appropriate in 
different types of firms. An appropriate culture can help to 
create an environment which is conducive to performance 
improvement and management of change. It can also help to 
convey a sense of identity and unity of purpose to members of 
the organisation, which in turn promotes team spirit and 
commitment to organisational goals. Generally speaking , a 
company culture which promotes understanding and commitment 
to the values of the organisation will facilitate the 
implementation of HRM initiatives. 
g 
Edgar H. Schein, "Organisational Culture : What it is and How to change it" in Paul Exans, Yues 
Doz and Ardre' Laurent Ceds, Human Resource Management in International Firms, Macmillan, 
London, 1989, pp. 58. 
9 Beaumont P.B. Human Resource Management: Key Concepts and Skills, Sage Publications 1993, 
pp. 34 
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Implementation of HRM : Some Empirical Findings 
In theory, HRM is implemented by adopting a strategic approach to the 
development of a mutually reinforcing range of personnel policies and processes. A 
human resource management system, according to this prescription, should operate 
within a conceptual framework which enables a coherent set of policy goals and 
methods of implementing them to be established. 
However, in practice, the HRM concept is too generalised to provide instant 
remedies in the shape of ready-made answers as to what should be done, how it 
should be done or when it should be done. HRM cannot be presented in the form of a 
universal process for improving the way in which people are managed in 
organisations.'^ 
Research done by Armstrong" in twenty major companies in the UK on what 
they were doing about HRM revealed that the personnel directors of such 
organisations as BAT, Cadbury Schweppes, Ford, IBM, ICL, the International Stock 
Exchange, Legal and General, the MB (Metal Box) Group, The National Health 
Service, Nissan, W H Smith, Thorn EMI, Unilever and The Wellcome Foundation had 
observed the same trends towards the implementation of an HRM approach. These 
were: an emphasis on strategy, human resource management being concerned with 
cultural change and empowering people, the importance of resourcing and the stress 
on performance, quality and customer care. However, different companies paid 
different emphases on different principles of HRM. Some of his research results are 
outlined as follows-
'° lbid. 
“ I b i d . 
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(a) MB Group 
The MB Group's HRM campaign for change was based on: 
• a shared agenda against which progress can be measured; 
• a communication programme aimed at internal and external 
audiences; 
• an increased investment in training so that managers develop 
both the skills and the vision to manage the change process. 
(b) Thorn EMI 
The HRM characteristics of Thorn EMI were -
• its ability to give real opportunity and authority for strong 
managers to be enterprising in their own businesses; 
0 its ability to co-ordinate its approaches fast and responsively 
to market opportunities which require integrated action by 
more than one business area; 
• ‘ having a strong balance between demanding excellence of 
performance from its managers and investing humanity, skill 
and time into helping managers to improve their 
performance and potential; 
p. 27 
(c) Cadbury Schweppes 
The aims of their HRM programme were-
• to develop the employee business link through the 
establishment of open communication systems that ensure 
employees understand and are committed to business goals 
and performance; 
• to create and maintain an environment which develops and 
nurtures long-term employee commitment; 
• to develop an organisation which encourages a participative 
management style; 
• to develop a management profile which encourages a 
participative leadership style embracing the organisation's 
values and continuing to improve overall company 
performance; 
(d) ICL 
ICL based its programme of HRM development on the following 
strategies-
p. 28 
• commitment to open systems - providing customers with 
greater flexibility in the choice of manufacturer and with 
confidence for the future; and 
• organisational responsiveness - to react to the fast-changing 
market 
(e) BCA 
HRM was defined in the BCA context as a total approach to the 
strategic management of a key resource which was the 
responsibility of the board and had to be implemented by line 
management. The role of the personnel function was to provide 
advice and support in the implementation ofHRM. 
The HRM strategies adopted by BCA were to-
• develop more integration of activities through project teams; 
• achieve flexibility in response to change; 
• develop a climate of co-operation and trust; 
• achieve an appropriate balance between the flexible and 
informal approach necessary in a rapidly developing and 
innovative organisation and the need to formalise systems 
and processes as the business grew in size and complexity; 
p. 29 
• create career management procedures to maximise potential, 
identify career paths and deal with problems. 
Armstrong has not gone into detail why each company has adopted different 
principles or features of HRM but he has made an observation that "it is pointless to 
prescribe any packaged approach to HRM. It depends entirely on the requirements of 
the organisation, and these will be a function of its strategies, culture, structure, 
business environment, resources, processes and traditions. Every organisation must do 
it in its own particular way. There is no such thing as a universal HRM prescription.'"^ 
This observation has some truth in it probably because not every organisation 
possesses the conducive factors we analysed above to implement all the principles of 
HRM. But this seems to be not important as long as they can achieve some benefits of 




HONG KONG GOVERNMENT : A CASE STUDY OF HRM 
In this chapter, we will discuss the HRM reform introduced in the Hong Kong 
Government using the framework we outlined in the previous chapter. In doing this 
case study, I have interviewed government officials at two levels: the Civil Service 
Branch(CSB) and the Education Department(ED). 
CSB is responsible for civil service policies at the central level. In the context 
of HRM, CSB plays a strategic role in developing and promoting service-wide 
policies, standards and good practices in the management of human resources. Among 
others, it advises departments on the implementation of policies and on the 
development of their human resource management plans and to formulate terms and 
conditions of service. 
Departments are the actual agents which have to carry out the HRM practice in 
their daily operation. I have chosen ED as a representative of the government 
departments because it is one of the pioneers among various government departments 
in carrying out HRM and is one of the largest government departments having more 
than 6000 staff. A detailed information sheet about Education Department is at 
Annex 3. In the eyes of CSB, departments' role in HRM is to ensure that their 
missions, objectives and values are understood by staff, to formulate human resource 
management plans covering the priority issues to be tackled in the five main areas of 
manpower planning, recruitment, performance management, training and 
development and staff relations; and to administer rules and regulations on managing 
human resources. 
P.31 
By incorporating the views from the officials in CSB and the department, the 
ensuing discussion looks at the HRM in the Government from both the strategic and 
implementational points of view. 
Background 
In the 1950s ,1960s and 1970s, the major challenges of the Government were 
to provide basic services to meet the community's most pressing needs for housing, 
education, health, welfare, law and order, and infrastructure. 
With the economic growth and general improvement in the education level of 
the citizens in 1980s and 1990s, the community is demanding more and better public 
services. The civil servants are increasingly held to be openly accountable to the 
Legislative Council，the District Boards, interest groups, the media and others. 
Over the years, Government has introduced a number of initiatives to respond 
to these pressures, but it was only in the late 1980s that the Government recognised 
the importance of a formalised approach to achieve its aims. The first step was in 
1989 when a paper on public sector reform was produced to suggest ways to improve 
its financial and performance management. The reform subsequently also covered the 
more qualitative aspects of the government work, in particular customer and staff 
issues. 
The next step was in 1992 when the Efficiency Unit was established, reporting 
directly to the Chief Secretary and charged with pursuing the Government's objective 
to improve its services to the community. In the same year, the then new Governor, 
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Mr Chris Patten's policy address established beyond doubt the Government's 
commitment to this objective, expressed concisely as "Serving the Community" 
Under the Efficiency Unit, the emphasis has moved from public sector reform 
as an issue in its own right. The Efficiency Unit has instead now integrated various 
public sector reform initiatives into a new Management Framework. This approach 
which builds on traditional strengths, gives a clear direction to management tasks 
across the Government and provides the momentum for continuous improvement. 
This framework is based on four principles"-
(a) Being Accountable- because the Government has an obligation to 
answer to the community which it exists to serve; 
(b) Living within Our Means- because the Government must 
determine how best to meet the community's needs within the 
resources available; 
(c) Managing for Performance- because the Government must 
deliver the best possible services for public money; and 
(d) Developing Our Culture of Service, because the Government 
must be a responsive organisation, committed to quality service. 
Human Resource Management Reform is one of the major initiatives under the 
third principle above "Managing for Performance" to help achieve the aim of Serving 
the Community. 
丨3 Serving the Community, Hong Kong Government 1995, pp7 
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The Need for HRM 
But why HRM has been chosen as one of the initiatives to help achieve the 
aim of Serving the Community? As we mentioned earlier on, the HRM reform forms 
part of the overall Public Sector Reform Programme which began in late 1980s. The 
thrust of Public Sector Reform is to devolve responsibility, as close as possible, to the 
point of service delivery, so as to increase the Administration's responsiveness to 
public demands for speedier and better services. Over the years, much progress has 
been made in institutional and procedural reforms, for example, with the 
establishment of an annual resource allocation system, creation of trading fund 
departments, privatisation of public services and delegation of financial authorities to 
Policy Secretaries. The Government has fmally come to a view that changes have to 
happen through people. The effectiveness of the Administration is determined by the 
quality of the people who make up the Civil Service and how we make use of and 
develop their potentials. 
According to the interview with the CSB officials, there are three main forces 
behind the HRM initiative in Government-
(a) the public pressure for a more open, accountable and responsive 
Administration has been increasing; 
(b) departments desire greater freedom in managing their staff, in 
order to maximise the benefits of a more flexible financial 
management system introduced under the Public Sector Reform; 
and 
p. 34 
(c) civil servants who are better educated and more vocal than before 
also demand fair treatment and self-fulfilment. 
These three forces in fact bear some resemblance with the factors we mentioned in the 
previous chapter about the rise of HRM in 1980s because of the competitive product 
market and improvement in the quality of labour force. For the government, it is not 
because of increasingly competitive product environment but because of the 
increasingly political environment i.e. close monitoring of government's performance 
by outside bodies that makes Government feel that the traditional ways of personnel 
administration is no longer adequate. Moreover, the growing number and quality 
(education level) of the civil servants also makes them more demanding in terms of 
their rights and the roles they can play in the organisation. 
Aims ofHRM 
As pointed out by CSB, HRM is "a planned approach to managing people 
effectively for performance. It aims to establish a more open, flexible and caring 
management style so that staff will be motivated, developed and managed in a way 
that they can and will give of their best to support department's missions/'" 
This aim is supported by the following principles to guide departments in their 
Human Resource Management work -
• the Government should be a good employer; 
• people are our most important asset; 
14 Guide to Human Resource Management, Civil Service Branch, December 1995, pp.3 
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• staff are recruited and their careers managed on the basis of merit; 
• staff should take their share of responsibility for developing their 
potential; 
• staffmanagement is the responsibility of all managers; and 
• departmental HRM plans must be guided by departmental plans 
and objectives 
Features ofHRM in the Hong Kong Government 
In carrying out HRM reform, CSB has established a conceptual framework 
within which to develop policies for HRM in the Civil Service. The framework sets 
out CSB's vision and mission, and some guiding principles. These are translated into 
more detailed HRM objectives which the Civil Service would aim to accomplish. The 
HRM framework and CSB's aspirations are shown at Annexes 4 and 5. Based on the 
framework, CSB has developed a package of HRM proposals which touch upon 
different aspects including recruitment, pay and conditions of service, performance 
management, organisation and structure, training and development, and staffrelations. 
Details of these proposals are at Annex 6. Instead of focusing on the details of the 
proposals, we are going to discuss whether and to what extent the features of HRM as 
described by Armstrong in the previous chapter appear in the HRM reform in the 
Hong Kong Government. 
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Feature 1: HRM is a top-management driven activity 
This is true in the HRM reform in the Government. The whole concept was 
initiated by the central government which saw a general need to bring in changes to 
the civil service in order to meet the challenges of rising expectations on the part of 
citizens for the government to be more transparent and accountable. The whole 
process of HRM reform is driven by the central policy making body on civil service 
matters i.e. CSB. It developed the framework and approach of HRM for the whole 
civil service. It has issued two major documents in the past year to guide departments 
to develop their HRM strategies and plans-
(a) Guide to Human Resource Management by Civil Service Branch, 
1995 
This document explains how HRM works in the civil service. It 
contains the background to HRM , its rationale , how it is linked 
to the government's principles and values and what role it plays 
in the overall management framework. The Guide also describes 
each ofthe functional areas ofHRM such as training, recruitment 
and manpower planning. 
(b) Guide on Developing a HRM Plan by Civil Service Branch, 
September 1996 
This Guide explains the philosophy, the conceptual model and 
critical success factors for developing a HRM Plan and describes 
the procedures to be followed. 
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It has been repeatedly emphasised in these two documents that whether the 
HRM will be successful depends on "top management commitment to the philosophy 
that people are the key to the success in achieving the objectives of the 
organisat ion, ' i5 . As a matter of fact, CSB officials'^ said that they "sold" HRM to 
various high level fora to ensure "buy in". These fora include the Chief Secretary's 
Committee, Public Service Policy Group, and Public Sector Reform Policy Group. 
These are all high-powered bodies in the government. CSB has also organised a series 
of seminars and workshops for the Heads of departments and their senior management 
on the HRM framework. CSB have done all these because they think that the buy-in 
of the top management is the key to the implementation of HRM. They are of the 
view that top management should set the general direction and require their staffto be 
fully committed to the pursuit of organisational goals. 
Feature 2 : The performance and delivery of HRM is a line management 
responsibility. 
This feature can also be found in the Government's HRM framework. It is the 
belief of CSB that "whether the HRM Plan can achieve its desired purpose depends 
on, among others, line management's ownership of the HRM Plan. Line mangers and 
personnel units share joint responsibility for HRM. This is unlike the traditional 
personnel administration's focus that only personnel units should be responsible for 
management of people." '^  
However, how far this principle has been put into practice vary from one 
department to another. A senior official in ED who is responsible for planning of 
education programmes still found it difficult to accept that HRM should be their 
15 Guide on Developing a HRM Plan by Civil Service Branch, September 1996 pp.2 
16 Interview with CSB officials , March 1997 
17 Guide on Developing a HRM Plan by Civil Service Branch, September 1996 pp.2-3 
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responsibilities. He did not think that he had either the time nor the expertise to do 
this. He was of the view that HRM team should be responsible for all the HRM 
matters without involving the line managers.'^ (In the Education Department, there is 
a HRM team tasked with planning the implementation of HRM in the department.) 
This thinking shows that the officials are still not clear about the theme of HRM and 
think that HRM is just like the traditional personnel administration under a different 
name. They do not see themselves playing a major part in the reform process. 
Feature 3 : HRM emphasises the need for strategic fit- the integration of business 
and personnel strategies 
Government's HRM reform places strong emphasis on this principle. The 
HRM plan of the departments should be built upon an understanding of the 
department's visions, mission, values, and strategic programmes and challenges. The 
HRM plan should link HRM programmes to business plans and helps prioritise HRM 
programmes according to business p r i o r i t i e s . 
In reality, setting up their own missions and values and their own business 
plans is still a very new concept to a lot of departments. So far, only a few 
departments have set up theirs. The number of departments which have set up their 
HRM plans is even smaller, only about 10 as at March 1997. ED is one of them. A 
copy ofED's mission and HRM programme plan is at Annex 7 and Annex 8. 
It should be noted that even for ED, in setting up their HRM plan, they have 
not set out their business objectives and plans. Their HRM plan is drawn up very 
much from the personnel angle. There is no clear link between business objectives of 
1 o 
Interview with ED officials，March 1997 
19 Guide on Developing a HRM Plan by Civil Service Branch, September 1996 pp.5 
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the department and HRM plan. This problem will be discussed in greater detail in 
later sections. 
Feature 4 : HRM involves the adoption of a comprehensive and coherent approach 
to employment policies and practices 
As shown in their documents on HRM, the Government is well aware of the 
need to ensure that various aspects of human resources practices should be planned 
coherently together in order to achieve the aim of HRM reform. It is the intention of 
the Government that departments will take a more strategic and integrated approach to 
HRM on various aspects including manpower planning, performance management 
and human resource development which comprises training and career development. 
Even though the government has paid great emphasis on the coherent and 
integrated approach, it is ironical to find that in the set-up under ED, HRM section is a 
different and separate unit from personnel division. The ED official who works in the 
HRM team explained that HRM section should be responsible for some new 
initiatives such as culture change whereas the personnel division would be looking 
after the traditional personnel matters such as training, welfare, discipline etc. It is 
clear that such an approach adopted by ED cannot really be regarded as integrated or 
coherent. 
Features 5 and 6 : HRM attaches importance to strong cultures and values，and 
places emphasis on the attitudinal and behavioural characteristics ofemployees 
Since these two principles are very related in nature, we will discuss them 
together. In carrying out consultation with its staff on HRM, Government has 
20 Civil Service Branch. Consultation Document on Human Resource Management Review, Hnng 
Kong Government Printer 1994, pp3 ' ' 
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highlighted these two principles. They see the real challenge in HRM reform centres 
on "generating acceptance, on the part of managers at all levels, of the responsibility 
for people management, in moving organisations away from the administration of 
rules to the management of individual needs and performance, in hamessing the 
energy and creativity in staff, and in matching the needs of the organisation with those 
ofthe individuals. All these involve a change in culture and attitude."^' 
At central level, CSB has tried to bring about a culture change in the civil 
service by implementing a number of initiatives -
(a) organisation of CSB: in the past, CSB was structured in the way 
that its different divisions are responsible for different subject 
matters of human resources e.g. one was in charge of discipline 
and management matters, one was responsible for training and 
development etc. Under this structure, a department needed to 
approach different divisions of CSB for advice for different HR 
matters of its own staff. These divisions would look at the matter 
in isolation without taking into account the other aspects of HR. 
This is in contradiction to the spirit of HRM. In 1994, CSB was 
reorganised in the way that the duties of its different divisions are 
now based on different departments instead of subject matters. 
That is , each division is charged with the duty of looking after a 
group of departments and is responsible for all HR matters ofthe 
departments concerned. This in turn has helped departments to 
change their traditional attitude of treating HR matters in a 
compartmentalised manner to one which treats HR matters in a 
coherent and integrated manner. 
21 Civil Service Branch. Consultation Document on Human Resource Management Review Hong 
Kong Government Printer 1994, pp2 '" 
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(b) Performance Management - CSB introduced a new appraisal 
form to the Administrative Officer(AO) grade which is a core 
management grade in the government responsible for policy 
making and implementation with a view to introducing it to other 
grades ultimately. There are three main features of the new 
appraisal system-
(i) Clear definition of objectives/responsibilities 
Unlike the old one which only required the appraisee to 
state his duty list in the appraisal report form, the new 
appraisal system and report form require the appraisee and 
the appraising officer to agree on the list of objectives and 
responsibilities of the job so that the appraisee understands 
from the outset the requirements that would be used to 
measure his performance. 
(ii) Performance management as an ongoing process 
It is emphasised that there should be regular 
communication between the appraisee and the appraising 
officer to review work targets and performance. In addition to 
the conventional end-of-year review, there is now a mid-year 
assessment of the progress of the appraisee. 
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(iii) Open reporting system 
In the old system, the appraising officers were not 
required to show the appraisee the contents of the appraisal 
report. Such practice had always resulted in complaints by 
the appraisee that the content might not be the same as what 
was conveyed to him/her during the appraisal interview. The 
new system ensures that the appraising officer shows the 
mid-year review and other contents of the whole report to the 
appraisee before end-of-year interview. This aims to provide 
more feedback to the appraisee and to increase the degree of 
transparency in the appraisal process. 
The above initiatives can show that government is aware of the need to bring 
changes to culture(more discussion in the following section) in order to implement 
HRM. In the interview with ED, it was noticed that they had also included staff 
culture programme in their HRM plan (see Annex 8) with the aim to promoting a set 
of core values among which all staff can find commonality and developing effective 
working relations among all staff. 
Feature 7: Employee relations are unitarist rather than pluralist, individual rather 
than collective, high trust rather than low trust 
This principle largely applies in the HRM reform of the Government . In the 
strategic HRM framework developed by CSB , managers are reminded of their 
responsibilities to ensure that staff are treated fairly, trusted and encouraged to give of 
their best. Also, the HRM recommendations related to staff relations appeal to the 
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human needs for concern, recognition and self-esteem. The emphasis is on a more 
personal and participative approach to staff management. 
Feature 8 : Organising principles are organic and decentralised with flexible roles 
Government recognises the need to give departments more autonomy and 
powers as part of HRM initiatives. CSB has therefore delegated authority on a wide-
range of areas to the heads of departments. Some of the examples are: 
• conduct and discipline matters such as deduction of salary for 
absence from work or non-performance of work 
• routine management of clerical and secretarial grades staff such as 
approval of all acting appointments, approval of outside work and 
re-employment, extension or renewal of agreements. 
• training matters such as approval of study leave and 
reimbursement of course fees. 
• recruitment and retirement matters such as granting of additional 
increments to candidates for their comparable working experience 
and authority of waiving of resignation notice. 
Some department heads still see the above delegations not adequate as they are 
mainly concerned with the small and trivial matters. But CSB has no further plans of 
delegating any more powers^l There were originally another two reform proposals 
for delegating authority. They were flexible contract terms and lowering of entry 
22 Interview with CSB officials，March 1997 
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qualifications with lower entry salary. While department heads would like to have 
these powers so as to exercise more flexibility in addressing the manpower problems 
in the department, staff side felt that such powers should better be kept by CSB. In the 
case of ED23, staff side was worried that department heads might mis-use these 
powers to the effect that staffs promotion opportunities might be jeopardised. They 
insisted that CSB should keep these powers to provide additional monitoring and to 
ensure the arrangements in one department are largely on a par with those of others. 
There are obviously some culture barriers which have prevented more delegations 
from being materialised. 
The proposal to introduce flexible contract terms (FCT) is to enable 
departments to tailor the terms of employment, e.g. length of contract, remuneration 
package, scope of work and termination procedures, to meet operational needs. More 
liberal use of contracts will be encouraged where there are limited career prospects in 
a particular grade, where management flexibility is needed to cover short or fixed 
term manpower requirement, where expertise is not available within the Civil Service, 
and where the permanent and pensionable terms are not attractive enough to recruit 
people of the right calibre. 
Contract lengths would be defined but could vary from one to five years. 
Remuneration would be cash-based, striking a balance between current Civil Service 
remuneration and the market rates. Depending on individual grades and the nature of 
work, the remuneration package could be above or below existing Civil Service rates. 
Staff on FCT might have a wider and more flexible range of duties than those in 
existingjob descriptions. It is proposed that FCT should have a much simpler code of 
conduct and procedure for termination of service. However, this proposal of FCT has 
not been well received by civil service unions. They are suspicious of the motives 
23 Interview with ED officials, March 1997 
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behind this proposal. They are worried that this proposal is used to slow down the 
pace and narrow the opportunities for promotion in some grades. The proposal has 
now been discarded. 
Feature 9 : Rewards are differentiated according to performance^ competence or 
skill 
In the original package of HRM proposals (see Annex 6)，it was planned to 
pilot a performance pay scheme which was also linked to sanctions for poor 
performance(e.g. stop increment), in one or two Trading Funds^^ .Government has 
chosen Trading Funds as a testing point for the proposals on performance-related pay 
because they operate under more flexible arrangements with less control when 
compared with the traditional departments. These trading funds are usually involved 
in revenue generating business and are to certain extent self-financed. Such proposals 
,however, met with strong difficulties. 
In the case of Land Registry Trading Fund, there were a lot of problems and 
arguments among staff in defining how the performance should be measured and 
rewarded. It was not easy to delineate the worky'contribution of an individual from that 
of the other in the same team. On external front, the Government also had a hard time 
in convincing the Legislative Council(LegCo) which is the authority for approving the 
necessary funding for government's operation that the revenue generated from 
taxpayers should partly be used as financial incentives to reward the civil servants. 
Members ofLegCo took the view that it was just the duty of the civil servants to carry 
out their public duties effectively and there should be no need to give any additional 
24 Trading Funds are accounting frameworks established by law for departments providing services 
on a quasi-commercial basis with the objective of recovering costs. Trading fund departments 
have greater financial flexibility than traditional departments. Their staff，however, remain part of 
the civil service and subject to its terms and conditions. Their assets remain government assets. 
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incentives. The result was that a compromise was found. The Trading Fund decided to 
adopt a stage-by-stage approach in implementing the performance related pay scheme 
and reward should be paid in kind instead of cash. The first stage which is now in 
place is that if the trading fund's surplus(i.e. profit) is better than the previous year, 
staff of the whole trading fund will be entitled to free annual dinner funded by the 
surplus. The Trading Fund hopes to be able to carry out the second stage where 
presents can be bought to reward staff on a team basis. While CSB does not rule out 
the possibility of rewarding individuals in future, it realises it will not be easy to 
implement such scheme.^^ 
As we can see in this case, the concept of performance related-pay is still very 
much non-existent in the civil service. The 'free annual dinner' is still a long way from 
the HRM principle that rewards should be directly linked to individual performance. 
According to a senior CSB o f f i c i a P , the Government is not keen in implementing the 
performance-related pay system across the board even though it is one of the core 
initiatives in most HRM reforms. Given the nature of work and organisational 
atmosphere of the government, the benefits of such pay system are doubtful. For 
example, the performance-related pay places too much emphasis on individual 
performance. It does not facilitate co-ordination among different staff and areas of 
work. Co-ordination, however, is regarded a very important part of the Government 
work. Moreover, employees may only focus on the pay delivery and performance 
measurement system on a short term basis rather than the organisation's tasks or 
mission in long term. Such behaviour of staff is not conducive to the running of the 
Government whose work is always aiming at long term results rather than immediate 
ones. 
25 Interview with CSB officials March 1997. 
26 Ibid. 
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From the above discussion, we can see that most of the features mentioned by 
Armstrong can be found in the Hong Kong Government's HRM proposals. However, 
those remain only the intention of the Government and ,in some cases, such intention 
cannot be fully realised in practice due to various obstacles and limitations. 
Factors Affecting the Implementation of HRM 
In this section, we will look at whether conducive factors analysed in the last 
chapter for the development of HRM exist in the Hong Kong Government and how 
they have affected the implementation of HRM in this context. 
Business Strategy 
Government does not have to face direct competition. It has been argued that 
Government always work in a closed and protected environment. That is why it tends 
to adopt conservative strategies. In the context of the Hong Kong Government, this 
was largely true in the past. But as discussed earlier on, as the LegCo comprises more 
directly elected Members and public expectations on government services are rising, 
Government is also facing heavy pressure to improve its operation and provision of 
public services. As it now has to be more directly accountable and answerable to the 
public, Government needs to ensure value for money and keep raising quality of its 
services. This is similar to what an organisation needs to do in order to cope with a 
competitive environment. 
Against this background, Government is aware of the need to change the 
traditional conservative strategy and bring in a lot new initiatives to meet these 
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challenges. On the whole, the environment within which the Government operates is 
getting more dynamic. That, to certain extent, enables staff to appreciate more of the 
need for carrying out HRM reform. 
Organisational Structure 
We have talked in the previous chapter about how a bureaucratic 
structure(detailed division of labour, mles-and-procedures-oriented ways of doing 
things and highly centralised powers) will affect the implementation of HRM. The 
Hong Kong Government in our study is a case in point. 
Civil servants have always been seen as inflexible and resistant to changes. In 
fact, these traits to certain extent is due to their narrow role definition in the 
organisational s e t - u p ? Civil servants seldom think of themselves as general 
managers. They tend to confine their attention to matters within their own scope and 
are seldom able to see things in a cross-contextual and integrated manner. This 
inhibits the application of the HRM principle which requires line managers to 
integrate HRM issues to their strategic plans. One senior ED official I interviewed 
said that he did not know why he needed to be involved in HRM issues since he is an 
educational professional，not a HRM expert. This to certain extent reveals how rigid 
senior officials are in looking at their roles in the department. This in turn affects their 
commitment to the HRM reform which as discussed earlier depends on the top 
management commitment for its success. 
Like a lot of other governments, the operation of Hong Kong Government has 
been characterised by a lot of formal rules and codes. Formalism and legalism are 
27 Lau Siu Kai, Society and Politics in Hong Kong, The Chinese University Press,1987 pp57-64 
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particularly rampant among middle and lower level officials. Not used to making 
decisions on their own and afraid of making mistakes which might jeopardise their 
promotion prospects, civil servants tend to seek refuge behind written rules and 
regulations. They would like to avoid making decisions and defer decisions to their 
superiors. This kind of tendency prohibits independent thinking and action without 
permission from above. In this connection, the ED officials I interviewed pointed out 
that most of their middle managers do not receive the concept of HRM very well. 
When powers are passed from the top management to them, it is hoped that they will 
exercise their discretion and judgement to make decisions in the best interest of the 
organisation. However, it turns out that most of these managers do no like this kind of 
delegations and they request more detailed guidelines/instructions as to how they 
should exercise those powers. HRM's emphasis on autonomy and innovation is 
severely hampered by this kind of mentality. 
Leadership 
Transformational leaders will help to push ahead the HRM which can involve 
fundamental changes to an organisation. In the Hong Kong Government, HRM gained 
its momentum in 1992/93 when the new Governor Chris Patten arrived. He was the 
first politician (non civil servant) appointed as the Governor of Hong Kong. His style 
is very different from his predecessors'. He has set up the Efficiency Unit which 
pressed ahead the public sector reform of which HRM forms a part. He has also 
implemented a lot of other new initiatives which aim to increase the transparency of 
the Government and to instil a performance and customer service culture within the 
civil service. The departments have been required to set up their own performance 
pledges on the services they provide to the public. This kind of changes can be seen as 
revolutionary when compared with the very conservative and defensive style of the 
Government in the past. These can be seen as a first step towards providing a more 
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conducive environment to introduce HRM which aims to bring about further changes 
to achieve a more open and customer-oriented Government. 
Organisational Nature and Culture 
In the discussion with CSB and ED officials, they share a common view that 
some elements of the traditional civil service culture and the nature of government 
organisation have affected the implementation of HRM . They think that these 
elements are hindrances to the full implementation ofHRM -
(a) Lack of team spirit 
According to an ED official , HRM has not progressed a lot in 
his department. One of the reasons is the narrow-minded 
mentality deep-rooted in a lot of senior civil servants. They only 
care about the things included in their narrowly defmed job 
description. They are not used to working for a greater good of a 
team. The team spirit is not strong. Everyone is more concerned 
with whether they have fulfilled the duties of their individual 
jobs instead of viewing its own job as part of the efforts to 
achieve the organisational objectives. That is why we have 
mentioned above that ED has not been able to work out its 
business objective plan first before they draw up the HRM plans. 
This is rather odd because it will be difficult to ensure that the 
HRM strategy so formulated (i.e. without due attention to the 
organisational priorities and objectives) can really serve the 
organisation effectively. 
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(b) Comparability /Relativity 
CSB officials told me that another difficulty they faced in 
carrying out HRM initiatives was civil servants' rigid mentality 
of comparability/relativity across the whole civil service. 
Officers in one department would like to compare with those in 
the other department in terms of pay and conditions, recruitment 
and promotion procedures even though the nature and activities 
of these two departments can be very different. They will reject 
proposals which only apply to their own departments, and are 
very suspicious of the management's motives of doing so. The 
discarding of the proposal of flexible contract terms (FCT) was 
an example. In fact, this kind of mentality has added undue 
rigidity to a lot of HRM initiatives which need not be introduced 
across the board in the same way. Rather, there should be 
flexibility to introduce different HRM initiatives to suit different 
objectives of different departments. But it is difficult to exercise 
this kind of flexibility in the Government context. 
(c) Accountability/Shareholders' role 
In the last chapter, we have mentioned that some versions of 
HRM stress that employees as well as shareholders, customers 
and suppliers, are stakeholders in the organisation and the 
development of HRM will serve the interests of all these 
different parties. The Government does not have shareholders as 
such. However, it is held responsible to the taxpayers through the 
LegCo. This relationship is similar to that of shareholders and 
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board of directors in the private companies. The problem here as 
pointed out by CSB's officials is that in the private companies, 
the objective of the shareholders is usually the same and mainly 
making profits. It is relatively easier to convince them to 
introduce HRM measures which may work towards increasing 
the effectiveness and ultimately the profitability of the company. 
For the government, the situation is different. The LegCo 
Members representing the public at large does not only a have 
single motive but many mixed ones. Moreover, they expect the 
Government to fulfil their moral obligations on the public. For 
example, the performance-related pay proposal has not been 
supported by LegCo who are of the view that civil servants 
should have done their best without such financial incentives. 
What they fail to recognise is that such financial rewards will 
provide good incentives for staff to work harder and better. This 
in turn will bring about greater benefits to the organisation and 
as a result to the public as a whole. This kind of political 
complications have made it more difficult to carry out more 
business-like HRM initiatives in the Government. 
From the above analysis, it is clear that not all conducive factors for the 
development of HRM can be found in the Government. In fact, some of the 
organisational characteristics of the Government are obvious hindrances to the 
implementation of HRM. In spite of this, the Government is still determined to press 
ahead with their HRM reforms because they believe that they are still able to achieve 




In this report, we have developed a framework for discussing HRM : its 
features and factors which are conducive to the introduction of HRM measures. We 
have also seen how the Hong Kong Government develops its own framework for 
HRM and what their features are. We have then carried on to explain how some of the 
organisational characteristics ofHong Kong have affected the implementation HRM. 
The analysis in chapter III indicates that there are some factors which are 
conducive to the development of HRM such as a dynamic and responsive business 
strategy, a fluid, adaptive and informal organisations structure, a transformation 
leader, an organisational structure which favours teamwork, co-operation and 
commitment to the company' s values etc. However, it is clear that not all these 
factors are applicable in the government's context as shown in our case study in 
chapter 4. In particular, the bureaucratic organisational structure, the detailed division 
of responsibilities, the absence of clearly defined organisational objectives in many 
cases and the difficulties in introducing performance-related awards have all hindered 
the full application of the HRM principles we described in Chapter 3. However, this 
has not prevented the Hong Kong Government from implementing the HRM reform 
in order to reap the benefits ofHRM. 
With the introduction of HRM, Hong Kong government is hoping to bring 
about positive changes to those aspects which are at the present moment not 
conducive for implementing HRM. For example, the Government wants to make use 
of HRM to change its traditional ultra-conservative and defensive strategy to a more 
dynamic and responsive one in order to meet the challenge of a more open and 
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transparent government. Government also wants to make use of HRM to change the 
bureaucratic and over-centralised structure to one which encourages more autonomy 
and delegates more powers to line managers. 
Perhaps，a more proper perspective of looking at this issue is that one should 
treat HRM as a never-ending process. An organisation needs not wait for all 
conducive factors to be there before starting the process of HRM. As more HRM 
measures are introduced, the effect of such measures will help to create more 
conducive factors. That is probably why Armstrong says that most companies tend to 
introduce the concept of HRM incrementally and often in a fragmented way? He is 
of the view that "an incremental approach may have to be adopted, but as each HRM 
process is developed and introduced, added value can be obtained if thought is given 
to how it reinforces and will be reinforced by the other HRM processes already in 
place or to be launched shortly. Overriding these initiatives, a continuing programme 
of communication, education and training can do much to help people accept the 
reason for change and to manage it effectively as it happens."^^ 
From our analysis, we can conclude that the development of HRM in the 
Hong Kong Government has largely echoed this view of Armstrong. Government has 
made a start in HRM with an initial package of proposed improvements which have 
got some of the features of Armstrong's HRM model. The pace of HRM has 
,however, been a slow one. But as we said, there is no quick fix for HRM and a step-
by-step approach is always preferable. What is most important is not the speed but to 
maintain the momentum so that more and more added-value can be derived in the 
28 Armstrong, Michael, Human Resource Management: Strategy and Action, Kogan Page Ltd 1992 
pp.203 
29 Armstrong, Michael, Human Resource Management: Strategy and Action, Kogan Page Ltd 1992 
pp.213 
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HRM process. To do so, as suggested by Armstrong, a continuing programme for 
education, communication and training is important. 
In the context of the HRM in the Hong Kong Government, we think that the 
most important task ahead is to instil a proper culture which is favourable for the 
fruits of HRM to flourish. We also consider it important for Government to put more 
emphasis on managing culture change. While there are indications that Government is 
taking action in culture management, efforts in this aspect are neither focused nor 
comprehensive. We recommend that probably with the help of outside consultants, a 
package of culture management plans should be carried out through a systematic 
programme of communications, education and training. Some of the elements which 
should be included in the package are-
Role ofLine Managers 
It is a common problem that line managers in the government have been too 
narrow-minded in their role in the organisation. A change of mind-set is very 
important to make them aware of their wider responsibilities in the HRM as well as 
the functioning of the organisation as a whole. More seminars and workshops are 
necessary to educate these managers and spread the message around. One should not 
forget that most of the HRM practices need to be put into practice by the line 
managers. 
Teamwork/Organisational goals 
Another way to break down the narrow role definition adopted by most of the 
government staff is to emphasise the importance ofteamwork. To promote team spirit, 
a clear set of common organisational goals is very important. There are a lot of 
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departments who still have not set up their own mission and business objectives. More 
educational and promotional work should be done in this area. Training workshops 
should be organised to help the departments to set up their own business plans. 
On the basis of these plans, they can map out their own HRM strategies. These 
efforts will help staffto build up their own identity with the departments and therefore 
the team spirit. It will also help staff to understand the need to adopt different 
practices by different departments to achieve their own objectives. This ,to certain 
extent, should be able to address the problem we mentioned about the rigid concept of 
some staff concerning the relativity and comparability with their counterparts in other 
departments. This rigid mentality has been a hindrance to a lot of new HRM 
initiatives. 
Public Education 
Some of the more business-like HRM initiatives such as performance-related 
awards have met with resistance not only from within Government but also the LegCo 
Members representing the public who are playing a role similar to shareholders. More 
communication and education to this group of people is also very important. We must 
make them understand that as representatives of the public, they are demanding from 
Government greater transparency in the operation and higher quality of services. To 
do so, they must also allow Government a greater latitude to adopt more innovative 
measures so as to bring in new incentives to cope with the new challenges. 
This will not be an easy task to deal with. But as we mentioned earlier, to 
make HRM a success, it is important that employees , the management as well as 
shareholders should all share the same goals and recognise the benefits so that they 
can co-operate together for the greater good of the organisation. In the context of the 
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government, this will mean that we need the support of the LegCo and the public at 
large to make HRM a success. 
The above elements are not meant to be exhaustive but serve as some 
reference pointers which we hope will guide HRM in Government to develop in an 
appropriate direction in future. 
P.58 
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Annex 1 
A List of Questions Asked in the Interviews 
1. What role do you play in the implementation o f t h e Human Resources Management 
Reform in the Govemment/your own department? 
2. What are the HRM principles which have been applied in your department/ the 
Government as a whole? What other HRM principles do you want to apply to your 
department'the Government as a whole? 
3. What are the actual HRM measures introduced in your department/the Government 
as a whole? What is the progress so far? 
4. To you, what are the aims of the HRM? To what extent these aims have been 
achieved in your departmentAhe Government as a whole? 
5. So far, do you encounter any difficulties in helping to carry out HRM ？ What are 
they? 
6. What reasons do you think have caused such difficulties? Do you think it is 
anything to deal with the nature of the Government organisation itself? 
7. Do you think that it is easier to implement HRM in the private sector? Why or Why 
not? 
8. What do you think can be done at the departmental level ancVor the government 
level as a whole to further improve the effectiveness o f H R M ? 
9. What do you think is the appropriate way forward / future direction for HRM 
reform in the Government? 
Annex 2 
Stereotypes of personnel management and human resource management 
Personnel Human resource 
management management 
Time and planning Short-term, reactive, ad Long-term, pro-active, 
perspective hoc, marginal strategic, integrated 
Psychological Compliance Commitment 
Control systems External controls Self-control 
Employee-relations Pluralist, collective, Unitarist, individual, 
perspective low-trust high-trust 
Preferred Bureaucratic, Organic, devolved, flexible 
structures/systems mechanistic, centralised, roles 
formal defined roles 
Roles Specialist/ professional Largely integrated into line 
management 
Evaluation criteria Cost-minimisation Maximum utilisation 
(human asset accounting) 
Source : David E. Guest, ‘Human Resource Management and Industrial Relations，’ 
Journal of Management Studies, 24(5), 1987, p.507. 
Annex_3 ^ _ _ ^ 
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STRUCTURE OF THE EDUCATION DEPARTMENT 
The organization structure of the Education Department is shown Special Education Inspectorate and Placement Section, the 
in the attached chart. Intensive Remedial Services Section, the Psychological Services 
The Director of Education, the Deputy Director and the two Senior (Professional Support) Section, the Psychological Services (Special 
Assistant Directors are concerned with matters of broad educational Education) Section, the Audiological Services Section, the Speech 
policy, comprehensive planning and a general control and co- Therapy Services Section, the Student Guidance Section, the 
ordination of services. Careers and Guidance Services Section, the Adult Education 
The Education Department comprises nine Divisions: Schools, Section and the Training Section. 
Services, Allocation & Support, Advisory Inspectorate, Curriculum The main function of the Administration and Planning of Special 
Development Institute. Planning & Research, Information Systems, Schools, the Special Education Inspectorate and Placement, and 
Administration and Finance. Each division is headed by an Assistant the Intensive Remedial Services Sections is to provide children 
Director and there is an Information and Public Relations Section having special needs with education and supportive services to 
which is headed by a Chief Information Officer who deals with the help them develop their potential. They are responsible for 
publicity on educational policies, services and activities. formulating, implementing and reviewing policies on special 
The major responsibilities of the nine divisions are as below— education.Theysupervisetheoperationofspecialschools,practical 
schools, skills opportunity schools and special education classes 
Administration Division in ordinary schools; advise heads and teachers on the delivery of 
The Administration Division is responsible for providing personnel, educational programmes; and provide serving teachers with 
staff management, administrative and general support services for professional support including pre-service induction training and 
all Divisions and Sections of the Department. school-based workshops. They also provide resource teaching 
The Division monitors the appointment of all departmental and services to ordinary school pupils; and render referral and placement 
common grade staff, and provides services on matters relating to services to pupils requiring education in special schools and special 
retirement, resignation, staff reporting system, interpretation and education classes in ordinary schools.Through the advisory support 
translation, termination and extension of service, staff discipline, system, close links with schools are maintained for cross-fertilisation 
staff complaints, commendations and awards, and promotion of of ideas on promoting the overall quality of special education in 
staff relations and staff welfare. It ensures that the establishment the territory and making improvements to the services, 
and structure of ail Divisions and Sections of the Department are Specialist services are delivered by the Audiological, Speech 
appropriate, in terms of complementing and grading of posts, as Therapy and Psychological Services Sections. They render 
well as office efficiency and operational needs. identification and assessment of pupils' special needs. Counselling, 
The Division plans and monitors the provision of accommodation treatment, teacher consultation and parental support services are 
for the headquarters, regional and district offices and provides also conducted. 
logistic support to all Divisions in the headquarters. It co-ordinates The Student Guidance Section provides guidance services for 
the Department's efforts in meeting the requirements under the primaryschoolpupilsandenforcescompulsoryattendanceofschool 
Code on Access to Information; promotes and oversees imple- for children under the age of 15who have not completed Secondary 
mentation of records management and various green measures in 3. It organizes preventive programmes and implements a Whole 
the Department. School Approach to Guidance to promote positive behaviour among 
pupils in primary schools. The Section also provides secretariat 
Schools Division support to the Council on Professional Conduct in Education. 
The Division is mainly responsible for the supervision and The Careers and Guidance Services Section promotes and 
administration of government schools: advising on and implementing monitors careers and guidance services in secondary schools. It 
policies in respect of the administration of different types of schools provides support and resources to careers and guidance teachers 
under the Education Ordinance and Regulations, including the to facilitate their delivery of services, it also offers an advisory 
supervision of aided schools (except special schools) under the service on local or overseas studies to students and members of 
provisions of the Codes of Aid, schools sponsored by the the public. The Home-School Co-operation Unit under this Section 
English Schools Foundation, private schools under the Caput promotes home-school co-operation and encourages schools to set 
Grant Scheme; the Bought Place Scheme and the Direct up Parent-Teacher Associations. 
Subsidy Scheme; implementing the School Management Initiative The Adult Education Section provides formal education services 
Scheme in government and aided schools by giving school through the operation of various adult education courses 
managements more decision-making power in return for more ranging from primary to secondary levels, and non-formal education 
formal procedures for planning, implementing and evaluating their services through a Subvention Scheme for non-profit-making 
activities; administering the rules of provident funds for teachers' voluntary agencies. Induction programmes and English Extension 
retirement benefits in aided schools; maintaining direct and regular Programmes for new immigrant children from China in the 6-15 
contact with schools through a regional deployment of divisional age group are also run through voluntary agencies, 
staff who work closely with supervisors, school heads, teachers The Departmental Training Section is concerned mainly with the 
and members of the public as officers representing the Department planning and organisation of courses in educational manapement 
on matters relating to their educational needs in a geographical for heads and senior staff of schools and professional officers in 
region: liaising with major school councils and educational the various sections of the Education Department, 
bodies, and dealing with problems at grassroot level by providing 
advice and guidance. Information Systems Division 
This Division is mainly concerned with the implementation of the 
Services Division Information Systems Strategy (ISS) for the Department and schools. 
This Division is mainly responsible for the provision of services in the application and development of information systems, as well 
support of education for pupils in ordinary schools and special as the promotion of end-user computing. The ISS costs some $570 
schools. It is also concerned with the planning and development million and aims at maximizing the effective utilization of resources 
of adult education services and the tendering of departmental through new procedures of operation and through the introduction 
training. Under the Division there are eleven sections: the of new information technology facilities for both the Education 
Administration and Planning of Special Schools Section, the Department and the schools. 
Headed by the Assistant Director (Information Systems), the and an audio-visual resources library which offers free loan services 
Division is sub-divided into five sections: (1) the Administration to schools. Other advisory and supporting services provided by the 
Section which is responsible for the general administration of the Division include the school library service, the promotion of extra-
Division, the financial monitoring of the ISS, and support services curricular activities, and the administration of the Community Youth 
to the various projects; (2) the Programme Management Section. Club Scheme and the Duke of Edinburgh's Award Scheme. 
(3) the Integrated Student and School Applications Section, (4) the 
Schools Administration and Management Systems Section, which Planning and Research Division 
are respectively responsible for the implementation of the nine This Division comprises seven sections responsible for providing 
inter-related and two supporting projects under the ISS; and (5) various educational and supporting services, 
the Add-on Programme Development Section which promotes end- The Planning Section assists in the formulation and review of 
user computing at user ends to enhance the benefits of information education policies. It is involved in drawing up implementation 
technology facilities available to different users. strategy and administrative details regarding approved policies. It 
provides professional advice and supporting services to the 
Allocation and Support Division Education Commission set up by the Governor-in-Council in 1984 
The Allocation and Support Division comprises seven sections, to advise the Governor on the education system as a whole. It 
three responsible for the allocation of school places and the also provides information to the LegCo Panel on Education at its 
other four providing support services of various forms. The Primary monthly meetings. 
One Admission Unit monitors the admission to Primary One in The Boards and Committees Section provides secretarial services 
government and aided primary schools. The Secondary School to the Board of Education, which is a statutory body established 
Places Allocation Section allocates junior secondary school places under the Education Ordinance to advise the Director of Education 
to primary six leavers and administers the Medium of Instruction on educational matters at school level. 
Grouping Assessment (MIGA). The results of MIGA serve as The Educational Research Section performs various educational 
valuable information for both parents and schools in their choices research activities that include the development of tests, conducting 
of appropriate medium of instruction to suit the pupils' educational experimental studies, evaluating educational programmes and 
development. The Education Records and Junior Secondary monitoring educational standards. 
Education Assessment Section maintains and updates basic The Teacher Education Section mainly concerns with policy on 
educational records of all primary and secondary pupils as well - the development of teacher education and liaises closely with the 
as administers the allocation of subsidized Secondary 4 places Hong Kong Institute of Education in the training of teachers for 
and Post-secondary 3 craft course places to selected Secondary kindergartens, primary and secondary schools. The Section is also 
3 leavers. Besides producing pupil information for educational responsible for the administration of the Hong Kong Shue Yan 
research and planning purposes, the educational records also assist College registered under the Post Secondary Colleges Ordinance, 
in identifying pupil dropouts promptly and effectively for the The Private Schools Review Section is responsible for the imple-
enforcement of compulsory education. The Division also assists in mentation of the Direct Subsidy Scheme which is to encourage 
the allocation of vacant Secondary Six places remaining after the growth of a strong subsidized private sector, and the Bought 
Secondary Schools have admitted all eligible Secondary 5 P!ace Scheme through which government provides fee subsidy 
leavers. to places in selected private schools with a view to raising their 
Under this Division, the Building Section is mainly concerned standards to facilitate their joining the Direct Subsidy Scheme, 
with collaborating with the Education and Manpower Branch, The Statistics Section of the Division provides supporting services 
Finance Branch, Planning, Environment and Lands Branch, Works to the Department. It collects and collates data from different 
Branch, the Architectural Services Department and the Housing sources into essential information required by the Education 
Department to plan and build different types of schools to meet Department on planning, monitoring and implementation of 
the local needs. Its administration includes advising the Director of education policies as well as daily operation of the education 
Education on the location of schools, mode of financing for their system. 
construction, supervising the whole process of establishing schools To provide better service to the public, the Serving the Community 
and delivering them into the hands of the sponsors. Unit was established in the Division in 1993 to develop, implement 
The Section is also responsible for works to improve the physical and monitor the performance pledges launched by the Department, 
environment of existing schools. . . 
The Registration Section deals with the registration of schools Finance Division 
and teachers in accordance with the Education Ordinance and The Finance Division comprises four sections under the Financial 
Education Regulations. Services Subdivision, two sections under the Management Services 
The Non-graduate Teacher Qualifications Assessment Section Subdivision, and the Mortgage Interest Subsidy Scheme (MISS) 
of the Division is responsible for the planning, administration, Section. 
implementation and evaluation of an assessment mechanism which The Finance Division is responsible for the management and 
is established for teachers who have obtained their training and control of all financial matters in the Department, including education 
qualifications outside Hong Kong, and to determine if they have a subventions, costing, supplies and inspection of schools' accounts, 
standard of general education and professional knowledge Since the introduction in May 1993 of the new housing benefit 
comparable to the standard expected of non-graduate teachers scheme (i.e. the MISS) for subvented schools and subvented 
trained locally. organisations in the health and welfare sector, the Division has 
The Non-local Courses Registry (NCR) is charged with the also assumed responsibility for administering this Scheme, having 
responsibility to implement the Non-local Higher and Professional previously assisted in formulating and establishing it. 
Education (Regulation) Ordinance. The Division serves to ensure that the overall functions and 
objectives of the Department are achieved through adequate 
Advisory Inspectorate Division provision of financial resources. 
The main function of this Division is to monitor and improve the 
quality of teaching and learning in schools. To achieve its role, the Curriculum Development institute 
Division undertakes three main types of activities, namely, school The Institute was established in April 1992 as part of Government's 
inspection, in-service teacher education as well as advisory and programme to improve the means of curriculum development, 
supporting services. The main objective is to provide a full-time professional body 
Inspectors of the Division regularly inspect and visit dedicated to work on curriculum development matters and to give 
kindergartens, primary and secondary schools. During inspections support to schools in the implementation of curriculum policies 
and visits, advice is offered to school heads and teachers on various and innovations. The Institute is responsible for planning and 
aspects of curriculum delivery, including subject matter, subject developing school curricula; carrying out curriculum research and 
organisation and planning, methodology, assessment, safety experiments; initiating and evaluating curriculum innovations 
measures, equipment and resources. and projects; preparing and revising curriculum guides and subject 
The Division organizes a wide range of in-service teacher syllabuses under the auspices of the Curriculum Development 
education programmes in the form of courses, workshops, seminars Council: developing and managing resource materials including 
and exhibitions. The programmes aim at improving the quality of educational television programmes; organising in-service teacher 
teaching in general, including the promotion of safety and cross- training courses on curriculum initiatives; evaluating textbooks and 
curricular issues in schools. They also help teachers keep abreast instructional materials; and providing resource library services, 
of new teaching techniques and curriculum innovations. The Institute also services the Curriculum Development Council 
The Division publishes newsletters, bulletins and curriculum which is a free-standing committee appointed by the Governor to 
pamphlets on various subjects for free distribution to schools. It advise the Government through the Director of Education on all 
operates a number of teaching and resource centres, a teachers' matters related to curriculum development for the local school 














































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































一 •••*• •• »•»_• ... •.. 
提供優質學校教育，致力發展個別潛能，培育 
學生迎接人生挑戰。 _ •. 
我們的使命 
.i. 二：:.. •••.*.••• 
提供專業服務，確保資源善用。協同社會人士， 
發展優質教育。. 
. - - . 
. -
Our Vision 
We provide quality school education for our students, 
to develop their potential to the full and to prepare 
them for the challenges in life. 
Our Mission 
We deliver professional services and ensure effective 
use of resources. We forge partnerships to promote 
excellence in school education. 
‘ <cI\te m p\vis_rev. doc> 
August 27, 1996 
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